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Abstract
The new normal has changed the nature of work and services, and a library's readiness,
considering these abrupt but mandatory changes, has challenged, and influenced their response
to meet the demands of the new service environment. This paper seeks to explore how the library
management in academic and school institutions has been adapting to this change, how their
priorities have shifted in reinventing their action plans and innovative library responses, to ensure
meeting new expectations to support the perceived needs of their communities, especially in the
next normal future. It specifically probes into managing change in charting strategic plans, upper
management involvement and workforce support. Employing the change readiness concept as a
framework, it encompasses inquiry into service and innovation initiatives, staff agility and
sustainability of library performance vis-à-vis the adaptability to change and change readiness.
Quantitative design was employed for this study, and self-selection strategy as a non-probability
sampling technique was used in collecting data from respondents. Findings reveal that
respondents have achieved quite a lot in preparing to adapt to change and generally agree that
they are ready to deal with the perceived, future-wise changes in all aspects. The study offers
insights on the value of integrating measures pertinent to the emergence of new roles and needs
in the changing service environment. The results of the study are seen to have a potential
contribution to the library organization's growth as they oversee their operations, prospectively.
Keywords: Change readiness, library service environment, libraries, library management

1. INTRODUCTION
Change is the only constant thing in people’s lives. Whether it be personal or work-related, change
would always be there trying to get in our system. It is just natural for people to feel threatened
because of the anxieties brought about by the uncertainties change might bring. Because
disruptions trigger changes, a sudden change is something that is not always welcomed, but
nevertheless must be faced, along with the emergence of an ecosystem that challenges an
organization to adapt to and embrace.
In an organizational setting, Baran (2017) states that VUCA - Volatility, Uncertainty, Complexity
and Ambiguity - conditions and situations should be dealt with accordingly by leaders in their
decision-making. However, George (2017) argued that VUCA actually calls for leaders to be more
responsive than reactive as he defined VUCA 2.0 with positive themes compared to the previous
definition: Vision, Understanding, Courage, and Adaptability. Either way, the elements in both
contexts set the stage for managing and planning ahead as VUCA shapes how an organization
solves problems, anticipates and creates opportunities from these changes. Generally, VUCA
could be surmised as a practical code for awareness and readiness as the elements that comprise
it defines the current and future state of organizations. (Artino, 2019). The 4 elements of VUCA
reflect the unpredictable forces of change that affect our working environment. It necessitated
organizations to seek new skills, approaches and behaviors to mitigate them (Bridges, 2020).
Further, the global impact of COVID-19 proved to be a driver in revisiting strategies and assessing
the readiness of an organization to face new systems and processes.

Change readiness
Musselwhite and Plouffe (2010) defined change readiness as “the ability to continuously initiate
and respond to change in ways that create advantage, minimize risk, and sustain performance”.
This is the same definition coined by Lewin (1947), as cited by Igbal and Asrar-ul-Haq,
(2018). Armenakis et al. (1993) was the first to clarify the concept of readiness for change
differently from resistance to change as earlier literature did not clearly define the two
aforementioned concepts. This was supported by Repovs et al. (2019) who added that the two
concepts should be studied simultaneously to understand change-related attitudes.
Change readiness is viewed as an intervention for minimizing change resistance (Berneth, 2004
as cited by Rusly, 2015), has an impact on shaping the knowledge acquisition process (Rusly et
al., 2015; Valmohammadi & Amidi, 2020), and a mediating role between performance and total
quality management (Iqbal & Arar-ul-Haq, 2018).
Bell (2019) argued that adopting a change readiness mindset can improve the organization’s
ability to adapt to change. He stated the following indicators of change readiness: assessment for
current change awareness; staff agility for pending change; rapid change for crisis response; and
well-defined mechanism for change. Valmohammadi and Amidi (2020) supported this as they
stated that it is the people who are the source of change because they are the ones who will either
embrace or resist change. When people are change ready, they are more invested in the change
itself, show more effort and demonstrate persistence against setbacks.

Libraries facing perceived changes: new needs, new expectations
The new normal has changed the nature of work and services, and a library's readiness,
considering these abrupt but mandatory changes, has challenged and influenced their response
to meet the demands of the new service environment. Rapid change affects libraries, direct or
indirect (Bell, 2018), libraries need to devote time to think about adapting to changes, pandemic
triggered or not.
According to Hernon and Schwartz (2011), even with challenging economic difficulties due to
recessions, “libraries will continue to exist, but their service roles will change”. This is also true
with the ongoing pandemic as libraries would now need to further identify their service priorities
vis-à-vis customers’ expectations.
Ex Libris (2020) reported that with the COVID-19 pandemic, it has become more transparent that
“new standards of remote access, agility, automation and cost-effectiveness are necessary”. The
latter being more pronounced as budgets were simply cut or were not going to be available as
easily as before. On one hand, the pandemic has fast tracked library projects and processes such
as the increased use of electronic resources and remote modes of teaching and learning.
Hinchliffe and Wolf-Eisenberg (2020) surmised that libraries shifted their service delivery from
onsite to offsite. Formulation of remote work policies and safety measures were the biggest
changes among the libraries that they surveyed. Access to resources, technology and reference
service were unchanged and unaffected. Johnson (2020) discussed the future scenarios that
could still be adapted even post-pandemic relative to library services, access to resources and
budget concerns.
The current reality is that the world is not in the post-pandemic phase just yet, adaptation to the
new normal with its emerging processes will take time, and things will never be the same as they
used to be. The focus of libraries on a global scale as the world ushers into the next normal should
be on how to meet the service demands and how ready they are in providing the perceived new
needs.

2. PURPOSE AND OBJECTIVES
The investigation has taken root in the question: How ready are library institutions in meeting the
demands of the new service environment? It therefore seeks to probe into the library
management's strategies in coping with the sudden change to rapidly adapt to it; the initiatives
they put in place as perceived new needs for their communities - in the interim at first, and that
could possibly continue onto the next phase; and determining their readiness in the perceived
changes in the service environment in the next normal future. Given these, the study further aims
to:
●

find out how the library management has adapted to the shift in their priorities and
strategic plans to ensure meeting emergent expectations and needs:
○ if key skills, workforce models and support were studied for the new environment;
○ if services, programs and collections were realigned; spaces reconsidered;
○ if policies and processes were revisited;
○ if upper management was involved and support was obtained.

●

determine what new collections, programs, services and innovative library responses as
perceived needs of the academic community, pandemic and next normal; and

●

determine the state of readiness of the library institutions in dealing with the next normal
future.

3. SCOPE AND LIMITATION
The study was open to all types of libraries - whether academic, school, public or special - as
subjects. However, one-man libraries were excluded since variables pertinent to change
readiness and adaptation would manifest thoroughly on staffed library organizations. The
geography of respondents was disregarded, albeit it is largely assumed that participants who
would take part in the study would most likely come from the Philippines. Library heads (director,
university librarian, chief librarian, lead library manager) were the target respondents as they are
the ones leading and instituting changes in their library organization, hence, participation in this
study should achieve one respondent per library only.
Being that the survey was conducted online, sampling for this study was self-selected, hence the
respondent group is not a true representative of the target population. This study therefore
analyzes results based on gathered data only.
Corollary to this, while there was no firm control over respondents who accomplished the survey
via social media and discussion groups, instructions to qualify the target group (i.e., library heads)
and their organizational scope were detailed in the participation call. On the other hand, library
heads who were directly invited to participate via e-mail are verified target respondents. Hence,
their perceived responses to the survey questions were treated as truthful information.

4. RESEARCH METHODS
Research design and sampling
The quantitative design was employed for this study, and self-selection strategy as a nonprobability sampling technique was used in collecting data from respondents. Self-selected
sampling determines inclusion or exclusion of units whereby the units themselves either explicitly
or implicitly agree or decline to participate in the sample (Lavrakas, 2008). This strategy was
deemed applicable given that the survey was conducted online.

Instrument
An online questionnaire was devised as an instrument for data gathering, designed to align with
and achieve the research objectives. It consists of a combination of five-point Likert scales and
ranking (7 items) to determine the levels of achievement (1-Not at all to 5-Very much; 12 items)
pertaining to the library management's adaptation to change, and agreement (1-Strongly disagree
to 5-Strongly agree; 20 items) in relation to change readiness. Change readiness assessment
tools were also studied, particularly those by Perez-Fuentes, et al.'s (2020) Design and validation
of the adaptation to change questionnaire: new realities in times of COVID-19 and Holt, et al.'s
(2007) Readiness for organizational change: the systematic development of a scale, to identify
relevant scales to use for this instrument. Control questions were generated by the authors,
likewise, based on the research objectives.
The instrument was tested for validity and reliability.
In testing its validity, Exploratory Factor Analysis (EFA) was conducted where all 32 items queried
for "adapting to change" and "readiness to change" were factor-analyzed using Principal
Component Analysis (PCA) extraction method with Varimax Rotation. Five (5) items were
excluded after performing EFA as these were not correlated in the scale, therefore, 27 questions
were correlated. Results returned by Kaiser-Meyer-Olkin Measure of Sampling Adequacy
(adapting to change: 0.855; readiness to change: 0.898) and Bartlett's Test of Sphericity (adapting
to change: X2=648.247, df=45, p < 0.000; readiness to change: X2=1183.150, df=136, p < 0.000)
validate adequacy of data for factor analysis.
In testing its reliability, Cronbach's Alpha (CA) was calculated to verify the items' consistencies of
scale. Reliability implied a superior degree of consistency for these constructs: adapting to
change, 0.935; readiness to change, 0.955.
Therefore, EFA and CA analyses show that the instrument used for this study was valid and
reliable.

Sample and data collection
The online survey was sent directly to specific target respondents i.e., library heads, via e-mail,
and an invitation to participate was put out on the social media discussion groups of library
associations (i.e., 3 groups), specifying practical information and instructions in order to capture
data from target respondents. Responses were then recorded employing the research design and
sampling technique. At the end of the survey period, responses from 76 library heads (n=76)
representing their library institutions were retrieved as sample for this study. Descriptive statistics
for frequency was employed.
Respondent demographics were gathered to profile the sample target group, encompassing the
areas of institution type, number of libraries within the institution, library organizational structure
and size of library organization.
Institution and library profiles show that the majority of the respondent libraries belong to private
institutions (68.4%, see Table 1), while a majority (72.4%) has a main library with branch libraries
(see Table 2).
Institution type

Count

%

Private

52

68

Public/Government

24

32

76

100%

Grand Total

Table 1. By type of Institution (n=76)

No. of libraries

Count

%

One (1) main library only

21

28

One (1) main library with branch libraries

55

72

76

100%

Grand Total

Table 2. Number of libraries within the institution (n=76)

Further on Table 3, majority of the respondents belonging to both private and public/government
institutions have branch libraries.

Number of libraries within the institution
Grand Total

Type of institution
One (1) main
library only

One (1) main library with
branch libraries

Private

11

41

52

Public/Government

10

14

24

21

55

76

Grand Total

Table 3. Number of libraries by type of institution (n=76)

In terms of organizational structure, the majority of the respondents' (76.3%, see Table 4)
structure is hierarchical, with its library head as lead decision maker, with a middle management
team to co-lead and execute programs and initiatives. A hierarchical structure often uses a topdown approach which follows a long chain of command with managers having a narrow span of
control, as opposed to a flat structure with few layers of management, a short chain of command
with wide span of control (BBC, 2021). Organizational structures are akin to the size and type of
institution/library.

Organizational structure of the library

Count

%

Flat (horizontal)

18

24

Hierarchical (vertical)

58

76

76

100%

Grand Total

Table 4. Library by organizational structure (n=76)

Regarding the size of library organization, 71% of the respondents come from small library
organizations (see Table 5). Respondents coming from large- (16%) and medium-sized (13%)
organizations lie closer together in terms of number.

Size of library organization

Count

%

2-15 (Small)

54

71

16-30 (Medium)

10

13

31 and more (Large)

12

16

76

100%

Grand Total

Table 5. Size of library organization by number of personnel (n=76)

Table 6 reveals that respondents who belong to small library organizations follow a flat structure.
On the other hand, hierarchical structure applies to all library sizes, with also a majority from small
library organizations.

Size of library organization
Organizational structure of the
library
2-15 (S)

16-30 (M)

31-above (L)

Grand
Total

Flat (horizontal)

18

-

-

18

Hierarchical (vertical)

36

10

12

58

54

10

12

76

Grand Total

Table 6. Size of library organization by type of organizational structure (n=76)

Data analysis
Data were analyzed using the SPSS software for exploratory descriptive analysis. To measure
the degree of ranking among respondents, Kendall's W coefficient of concordance was used.

5. RESULTS
Library management adapting to change
At the onset of change, respondents were asked how they managed adapting to the changing
service environment and up to what extent were they able to achieve their change initiatives.
Mean scores were calculated per item, wherein standard deviation (SD) indicated that responses
were not widely distributed among the items. Table 7 reveals that respondents have achieved
quite a lot for each change initiative they undertook. The management of library's performance
and deliverables and ensuring that changes are cascaded down to the entire library team are
noteworthy.

Items

Mean

SD

Level

1

Wellness/Care support for library staff was obtained.

3.55

0.823

Quite a lot

2

Upper management support was obtained in the
library’s reprogramming of plans and priorities.

3.63

0.709

Quite a lot

3

Library staff were consulted/involved in management
decisions relating to planned changes.

3.66

0.776

Quite a lot

4

Re-assignment of tasks based on current
circumstances were planned and discussed.

3.67

0.700

Quite a lot

5

Strategic plans were revised to contribute to the
performance goals of the institution within the next 3
years (2021-2023).

3.67

0.641

Quite a lot

6

Planned programs and priorities were revisited to meet
new expectations in terms of target result areas.

3.68

0.594

Quite a lot

7

Library’s performance (from onset of pandemic, i.e.,
March 2020) was and is continuously being managed.

3.76

0.586

Quite a lot

8

Work deliverables, services and programs that will
STOP (limited resources; not suitable for new normal
environments), START (suitable for current to new
normal environments), and CONTINUE (same
processes suitable for all environments) were identified.

3.76

0.513

Quite a lot

9

The reason for the re-invention, changes in the service
operations and work set-ups were explained to the
entire library staff.

3.76

0.651

Quite a lot

10

The scenarios i.e., changes in the service operations,
work set-ups, tasks re-assignments and roles, were
explained to the entire library staff.

3.79

0.639

Quite a lot

Table 7. Computed mean scores and standard deviation for library management's
adapting to change (n=76)

Figure 1 visually states that libraries belonging to the private institutions have a high level of
adaptability to change compared to those in the public/government institutions.

Fig. 1. Level of adaptability to change by type of institution (n=76)

In terms of organizational structure, libraries who follow the hierarchical, top-down structure, have
a high level of adaptability to change, compared to those following the flat structure, as visually
depicted in Figure 2.

Fig. 2. Level of adaptability to change by organizational structure (n=76)

As visually depicted in Figure 3, a high level of adaptability to change is seen among respondents
with only one (main) library. Interestingly, moderate to high adaptability to change levels are seen
among respondents with branch libraries.

Fig. 3. Level of adaptability to change by number of libraries within the institution (n=76)

A high level of adaptability to change is seen among large-sized libraries, as visually depicted by
Figure 4. From among small- and medium-sized libraries, adaptability to change is moderate to
high.

Fig. 4. Level of adaptability to change by size of library organization (n=76)

Library management's change initiatives as perceived new needs and expectations
While in the process of adapting to the current changes in the service and work environment,
respondents were asked how they prioritized, in terms of importance, their change initiatives.
These initiatives were perceived as new needs and expectations emerging from their change
management coping.

By using Kendall's W coefficient of concordance, results in Table 8 show that statistically, there
is a general degree of agreement among respondents when they ranked the change initiatives.
Note that the top 3 priorities relate to the application of and adeptness to digital technology, with
upskilling and re-skilling of staff on the use of technology being first priority. Hiring and staff
movements were ranked last priority.

Items

Mean
Rank

Priority

1

Flexible work arrangements

3.76

4th

2

Upskilling/Re-tooling/Reskilling of library staff on
technology

2.82

1st

3

Hiring of new staff and staff rotation

5.67

7th

4

Virtual public and community engagement programs (e.g.,
talks, launch events, knowledge forums, exhibits, outreach,
etc.)

4.45

5th

5

Redirection of library budget heavily to digital resources
(e.g., from print to e-books)

2.96

2nd

6

Repurposing/redesigning/construction of learning spaces
adaptive to all environments (pandemic, next normal
future)

4.72

6th

7

Deployment of innovative library projects (digital
scholarship, teaching and learning tools/services,
technological/system migration, digital
archives/repositories, and the like)

3.62

3rd

Table 8. Computed mean ranks for change initiatives by priority of importance

Library management's readiness to change
Respondents were asked about their readiness when it comes to the perceived changes in the
next normal future service environment.
Computed mean scores for the 17 change readiness attributes yielded a SD indicating closely
distributed responses. This infers that respondents generally agree that they are ready to deal
with the perceived, future-wise changes in all aspects - personnel, administration, services,
collections, programs and physical facilities, including technology-enabled infrastructure.
Furthermore, respondents strongly agree that they are ready to offer more flexibility in the
implementation of their policies, re-invention of their strategies and priorities that will be adaptive
to change, and that their librarians are ready to be more participative in the blended learning and
teaching environment (see Table 9).

Items

Mean

SD

Level

1

We are ready for any periodic changes in our
processes/procedures/workflows.

3.92

0.906

Agree

2

We are ready for periodic changes in service
operations delivery (onsite and remote).

3.84

0.925

Agree

3

We are ready and open to changing roles and reassignment of tasks.

4.00

0.879

Agree

4

We are ready for flexible work arrangements.

4.21

0.869

Agree

5

Our staff are ready to be upskilled on digital
technology and tools.

4.21

0.899

Agree

6

Our librarians are ready to highly participate in the
blended learning and teaching modalities.

4.30

0.800

Strongly Agree

7

We are ready to re-invent our strategies and priorities
periodically to adapt to the times.

4.26

0.772

Strongly Agree

8

We are ready to offer more flexibility in our
policies/guidelines (e.g., loan periods, resources use)
adaptive to the times.

4.36

0.761

Strongly Agree

9

We are ready to offer varied options in the servicing
of our collections (e.g., book pickups/returns,
document delivery, interlibrary loans).

4.24

0.846

Agree

10

We are ready for the possibility of predominant online
library services.

4.04

0.958

Agree

11

We are ready to offer reference services in both
online and face-to-face (desk) modalities.

4.18

0.844

Agree

12

We are ready to offer 24/7 access to e-resources
(e.g., online databases, e-books, e-journals) and
platforms (e.g., OPAC/discovery search, digital
archives/repositories).

3.83

1.215

Agree

13

We are ready to build a hybrid (print and e-)
collection.

3.78

1.127

Agree

14

We are ready to support online learning through
offering library research training sessions to our
community in both online (i.e., synchronous,
asynchronous) and face-to-face modalities.

3.83

0.985

Agree

15

We are ready to conduct public and community
engagement programs (e.g., marketing/promotion,
launch events, celebrations, knowledge forums,
exhibits, outreach, etc.) in both online and onsite
venues.

3.72

0.932

Agree

16

Our physical spaces are ready for adaptive learning
environments (i.e., safe distancing and health
protocols compliant, repurposed spaces to support
online teaching and learning).

3.82

1.080

Agree

17

Our digital infrastructure is ready for quality access to
3.70
1.200
the Internet.
Table 9. Computed mean scores and standard deviation for
library management's readiness to change

Agree

Figure 5 visually depicts that libraries belonging to the private institutions have a high level of
readiness to change, while those belonging to the public/government sector see a moderate to
high levels of readiness.

Fig. 5. Level of readiness to change by type of institution

A high level of readiness to change is seen among libraries following a hierarchical structure,
compared to those in flat structure, as visually presented in Figure 6.

Fig. 6. Level of readiness to change by organizational structure

As visually presented in Figure 7, a high level of readiness to change is seen among respondents
with branch libraries, while moderate to high levels of readiness is seen among respondents with
only one (main) library.

Fig. 7. Level of readiness to change by number of libraries within the institution

A high level of readiness to change is seen among medium-sized libraries, while the level of
readiness among large- and small-sized libraries is moderate to high, as visually depicted in
Figure 8.

Fig. 8. Level of readiness to change by size of library organization

6. SALIENT FINDINGS
It is apparent that upon immediate impact of change, library management’s response was to
ensure that they can continue to support the needs of their community and at the same time,
assuring transparency within the library organization; to which the respondents of the study stated
that they have achieved quite a lot in preparing to adapt to imminent changes. Support from upper
management is also critical (which respondents have obtained ‘quite a lot’), especially that the
entire institution is now working together as one to achieve a single mission despite the
disruptions. This calls for a larger role for libraries as “the goal is to show how library programs

and services, as well as the infrastructure itself (staff, collections, facilities, and technology),
contribute to meeting the mission of the broader organization or institution” (Hernon & Schwartz,
2011). Transparency in work outputs and deliverables were emphasized because of the libraries’
felt-need to show evidence of their accomplishments and communicating value to their
community.
New processes and workflows need to be communicated to all members of the team as well, to
ensure team productivity and for every member to be on the same page. This also tells a lot about
the saying “no one gets left behind”. It is important to keep everyone informed about the changes
they are about to face – to which the respondents have also achieved quite a lot.
Results reveal that libraries who follow a flat structure have a low level of adaptability to change.
With this, it is assumed that the head librarian does all the thinking/decision-making (top-heavy)
and making his/her team's adaptability to change poses a management challenge.
On the other hand, results point out that all libraries, regardless of size, who follow the hierarchical
structure see a high adaptability to change. This presupposes that the head of a hierarchical
organization is not burdened in terms of decision making as he/she shares the responsibility with
other team leaders, compared to those leading a flat organization. Logically, if one follows the
chain of command in a top-down approach, information is cascaded in an organized manner
similar to adhering to workflows.
Findings show that the top 3 change priorities point towards involving the use of and being
conversant with digital technology. For obvious reasons, the use of technology, in relation to the
spike in remote learning and work operations, is essential. This is also tied to the heavy use of
digital resources, for which respondents ranked redirection of their budget to strengthen their
digital resources as second priority. Hiring and staff movement were ranked last priority, for the
reason that most of the schools were affected by the decrease in budget. Most libraries would
prefer to save its current staff from redundancy or retrenchment. Upskilling them is one proof that
they are still relevant with the new work set-up. It is about making do with who or what you have.
Respondents generally agreeing that they are ready to face the changing service environment
today and in the post-pandemic future is a good indication that they are able to thrive in all key
areas of their library organization. Furthermore, them strongly agreeing that their readiness to
offer more flexibility in their services and policies, and in their participation in the blended teaching
and learning environment poses greater openness to change. This is an assurance that despite
the uncertainties, they are able to carry on with their essential role in their community.
Findings also reveal that private sector libraries have a high level of adaptability and readiness to
change. This posits that while libraries in the private sector face the same challenges and
limitations (e.g., budget cuts, retrenchment) as their public sector counterparts, institutional
support is relatively accessible to them. Further, with reference to the findings, it is likewise
presumed that their high adaptability and readiness could be relatively attributed to their
advantage in the virtual services they already offer, and technological skill sets inherent to them
pre-pandemic.
Interestingly, libraries of all sizes are highly adaptive and ready for change. This is a welcome
result as this increases the confidence of them not only surviving through the times but are also
able to succeed in the long term.

7. CONCLUSION AND WAY FORWARD
The future, as always, will never be certain and as we transition to a post-pandemic state, what
is only clear is that everyone needs to embrace the prevailing change from a personal and
organizational standpoint.
The pandemic has presented new and exciting opportunities for libraries to carry out traditional
roles differently as well as opportunities to play new roles within the university or the institution.
The role of libraries will be increasingly global and virtual, and it is pertinent that libraries should

not merely focus on services per se. Libraries should now more than ever act as part of the
community’s fabric. Roles are changing and libraries should rethink and reinvent not only their
short-term goals, but also their long-term vision. When libraries cling to their old ways and are
reluctant to think differently about what they do and how they do it, then it would be difficult for
them to even implement changes.
Though the pandemic is considered as a disruption from normalcy, we have to remember that
disruptions can turn into great opportunities. When we are able to make that transition and
effectively navigate challenges, then we will be change-ready. A highly adaptive and changeready library will not only survive, but also thrive amidst difficult times and in the long run, would
succeed, regardless of the number and frequency of threats they meet.
Moving forward, post-pandemic, the study offers insights on the value of integrating measures
pertinent to the emergence of new roles and needs in the changing service environment. The
results of the study are seen to have a potential contribution to the library organization's growth
as they oversee their operations, prospectively.
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